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USMC COUNSELI NG PROGRAM

1. Introduction. This programwas designed for you, the |eader,
to develop skills in conmmunicating with your Marines. It also
addresses existing requirenents regulating the frequency and
conduct of interpersonal conmunications. You as a |eader are
responsi ble for correcting and commendi ng Mari nes who work under
you. To performthis task effectively you will have to use
comuni cation skills.

2. Overview. There are two purposes for this lesson. First, it
wi |l educate | eaders on how to conduct a counseling session in
accordance wth the Marine Corps order on counseling. Second, it
provides a basis to instruct your subordinate | eaders as part of
devel opi ng your unit counseling program W' ||l acconplish those
goals by taking a ook at the different types of counseling, the
frequency that counseling should occur, the parts of a fornal
counsel i ng session, and counseling techniques.

3. Ref er ences

MCO P1610. 12, Marine Corps Counseling Program
NAVMC 2795, User's Q@uide to Counseling

4. Discussion. Before 1984, the principle tool for counseling
was the fitness report. The report can be a useful tool, but it
focuses on past performance: successes and failures of duties
al ready acconplished. How can you inprove future performance of
your Mari nes?

a. The Marine Corps counseling program

(1) The Marine Corps counseling programconsists of two
parts. The first is performance eval uation, contained in the
fitness report or pro/con marks, and is based upon the docunented
past performance of the Marine. The second part and what we are
going to focus on today is PERFORMANCE COUNSELI NG whi ch focuses
on the Marine's future. These two program parts are consi dered
to be separate but conplenentary.

(2) Performance counseling should be a two-way
communi cati on between the junior and senior that is positive and
forward | ooking with the ultimte purpose of devel oping the
i ndividual Marine. The aimis to strengthen an individual's
per formance, and by so doing make our unit nore capable of going
pl aces and achi evi ng objecti ves.
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b. The counseling process. The counseling process is
broken down into three types of counseling sessions: initial,
foll owon, and event rel ated. Initial and foll ow on sessions
are considered FORMAL counseling. Event-elated sessions are
defined as | NFORMAL counsel i ng.

(1) Let's start off by discussing the first type of
counsel ing-formal counseling. The characteristics of a fornal
counseling session are that it is planned:

(a) The senior eval uates how the Marine has been
doi ng.

(b) The senior devel ops future targets.

(c) The Marine is infornmed of the upcom ng session
and its content.

(d) The senior prepares an agenda ahead of tine.

(2) How rmuch time should you set aside for a fornal
counseling session? 1 hour? 2 hours? 30 mnutes? The answer
is to make sure you don't shortchange the Marine. You nust all ot
sufficient time to focus on the junior's overall performance and
SPECI FI C expected acconplishnents over the next several weeks or
nmont hs.

(3) The initial counseling session is the first tinme that
the two of you have fornmally sat down and di scussed the future of
the junior Marine. This session should lay the ground work for
the continuing professional relationship. This is when the
seni or explains his/her goals and expectations for the unit, and
how they relate to the junior. They should also jointly arrive
at targets for the junior to neet before the next session.

(4) Any other formal session that occurs after that
initial session is considered to be a FOLLOWM ON session. Here
the individual's progress is nonitored, any problens are worked
on, and senior and junior plan future targets for the next
peri od.

c. Frequency of counseling.

(1) An initial counseling session nmust occur according to
the Marine Corps order within 30 days of the establishnent of a
new seni or subordinate rel ationship. Wat do we nean by a new
seni or subordinate rel ati onship? Does this nmean that you have to
conduct a formal initial counseling session with every Marine in
your platoon within 30 days? NO
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(2) A platoon commander will normally only counsel
hi s/ her platoon sergeant, and squad |eaders formally. He/she
woul d then briefly speak to each of the corporals and bel ow, but
who will be counseling the corporals? That's right, the
sergeants will, and who wll be counseling the |ance corporals
and below? That's right, the corporals will. Thus, you nust
al so be able to teach these techniques to your subordinate
| eaders.

(3) It is clear that | ance corporals and bel ow nust
receive a foll owon session every 30 days. These Marines have
t he nost devel oping to do and need nore frequent feedback. For
corporals and above, once the initial counseling session is done,
a followon counseling session nmust occur within 90 days. After
that a foll ow on session nust be done at |east every 6 nonths.

d. Five elenents of a formal counseling session. Now let's
| ook at the actual parts of a formal counseling session. These
are the five el enents.

Preparation
Openi ng
Mai n Body
Cl osi ng
Fol | ow Up

(1) Let's look first at the PREPARATI ON phase. The
preparati on phase is where the seniors nmake their noney. They
shoul d:

(a) Review the Marine's current performance in
relation to the previous targets that were set.

(b) Gve the junior advance notice of the tinme and
content of the session.

(c) Select an appropriate location. Should you
al ways use your office? That's convenient, but consider neutral
ground, |like a conference roomwhere you are less apt to be
i nterrupted.

(d) Make a plan, or AGENDA, in witing for the
session. Use this as a guide to help you conduct the session.

(e) Decide what approach to take.
Directive (senior does the talking)

Non-directive (junior does the talking)
Col | aborative (both do the talking)
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(2) Once the preparation phase is done you are actually
ready to conduct the session. Wich takes us to the next el enent
of a formal session, the OPENING The Marine wll formally
report to you and you should set himat ease by making sone snal
tal k, or maybe offering himsone coffee.

(3) Now you are ready for the MAIN BODY of the counseling
session. This is when you review the Marine's progress agai nst
previous targets, and develop a plan and targets for the next
period. Unless you are using a conplete directive approach,
ensure that you INVOLVE THE MARINE I N THE PROCESS. If he feels
that he has input into his own future, he will be that nmuch nore
inclined to excel.

(4) CLOSING At this point you nust ensure the Marine
understands the targets and is commtted to them If you don't
summari ze what concl usi ons have been reached, you risk having the
Marine | eave w thout being on your "sheet of nusic.”

(5) FOLLOMUP. Two things occur during this |ast el enent
of a formal session: docunentation and follow up. Docunentation
is not mandatory, but highly recommended. You can use the forns
| ocated in the Marine Corps guide for counseling, which contains
one exanple for |ance corporals and bel ow and one form for
corporals and above. Followup is sinply that. |If Sgt Wite said
that he was commtted to showing up with a fresh haircut on
Mondays to inprove his mlitary appearance, then next Monday you
shoul d be specifically |ooking for that.

e. The informal counseling session. Now let's discuss
i nformal sessions. Judgnent and comon sense determ ne when
i nformal counseling is required.

(1) This counseling normally happens when the junior or
senior sees a need for it, i.e. it is usually event driven. The
event can be positive or negative, and the session should be kept
short and reinforce a specific aspect of performance. "Sgt Wite,
| ast week you told nme you were conmtted to making an i nprovenent

in your appearance. |It's Mnday norning, and you |l ook like a
seabag with lips. Find some way to get your nelon scraped in the
next 30 mnutes.” Also renmenber that it can and shoul d MORE

OFTEN be on the positive side. "Sgt White, you' re | ooking sharp
today, that's exactly what you needed to do to inprove that
mlitary presence.”

(2) Now that we've covered the two types of counseling

which are what? (formal and informal), and the three types of
counsel i ng sessions, which are? (initial, follow on, and event

13-4



related), let's tal k about sone counseling techniques. W wll
| ook at six techniques for effective counseling.

f. Counseling techniques.

(1) Setting targets. Let's look at the first: setting
targets. Realistic and specific targets are set during fornal
sessions, and should be considered a notivational tool as well as
a way to neasure a Marine's progress.

(a) Targets must be neasurable, realistic,
chal | engi ng, and you MUST have themin order to effectively
i nprove an individual's performance. They need to be SPECI FI C.
VWhich is better? "Sgt Wiite, you and | have determned that if
you have a better mlitary appearance it will add to your
| eadership abilities.”" or... "Sgt Wite, as part of our plan to
I nprove your appearance, let's say that every Mnday norning, you
will have a fresh haircut, and a set of utilities straight from
the cleaners. Do you think you can do that?"

(b) These targets should be limted in nunber to
avoi d over-burdening the Marine, and unless it is a directive
session, they should be jointly set by the junior and senior.
Only revise themif circunstances outside of the person's control
change, not if the Marine cannot performthem

(2) Problemsolving. The next counseling technique is
probl em solving. This technique is used when sonet hi ng has
occurred that is hindering the Marine's performance. The
guestions on the slide are fromthe counseling handbook, and
al t hough they | ook wordy, if you ask each of them according to
the situation, they can help sort out the problem

(a) Perhaps when you ask "If there is sonething about
the junior that is preventing performance?", you m ght find out
t hat he does not have the required nental or physical ability.
When you ask the question, "Is there sonething outside his
control that is hindering hinP", you wll find out that he does
not know that his performance is not neeting expectations. Does
he have the necessary knowl edge? O is he mssing certain
necessary skills? Perhaps the Marine has an attitude that
prevents him from progressing.

(b) Whatever the problemturns out to be, we nust
al ways be willing to consider that it m ght be sonething outside
the junior's control. Mre often than not, it is sonething that
we have not done correctly. Confusion caused by poor targets,
| ack of feedback on his performance, and |ack of positive
rei nforcenent are conmon problens. QOhers can be conflicting
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demands on the junior's tine, insufficient resources, and | ack of
del egated authority to achieve desired results.

(c) Once the problemis identified, we need to start
| ooki ng at solutions. You nust |ook at these factors and deci de
if the solution you have picked is the best one. Above all, it
shoul d be realistic and as sinple as possible.

(3) Questioning. The next counseling technique is
guestioning. Questioning is valuable as a tool to bring
probl ens, viewpoints, and attitudes to the surface, and to
stinmulate thinking. There are four types of questioning which
are closely related to the type of counseling approach you decide
to use.

(a) The cl osed ended question. Commonly used when
you want a yes or no answer. \Wat counseling approach woul d best
be supported by this type of counseling? Yes, the direct
appr oach.

(b) The open ended question. This pronpts the
i ndi vidual to give an explanation and forces themto open up nore
in order to share their thoughts. What counseling approach woul d
be best served by this kind of question? That's right, the
non-di rective approach.

(c) The probing question. This kind of question is
meant to take the conversation further and force the junior to
think. "What now, |ieutenant” is a common one asked at TBS.

(d) The interpretive question. This question is one
where you draw a conclusion and solicit the other's agreenent or
di sagreenent. This is a good way to wap up a series of
gquestions and to draw concl usi ons.

(4) Active listening. The next counseling technique is
active listening. Wen you nanage to get your Marines to open up
to you, you nust be able to listen to what they are saying and
interpret it. There are two barriers that can prevent you from
doing this; lack of concentration, and filters.

(a) Lack of concentration is sinply that. W listen
four times faster than we speak, and often we use that extra tinme
to think about sonething else, |like what we're going to say next.
It is essential that you give 100% of your attention to the
Marine. Al the nore inportant that you have schedul ed the
session in a place and tine where you will not be interrupted.

(b) Filters occur when, because of a bias, we refuse
to listen to a person. A Marine ignores directions because he
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does not |ike the appearance of the person giving directions.
What woul d be sonme ot her exanples of filters? |If you think
sonmeone is unintelligent, out of shape, speaks differently or is
froma different background.

(c) Sone techniques for effective |istening:

[1] Listen for generalizations or threads of
meani ng that can be deduced fromthe facts.

[2] Listen for facts (Pvt Jones was 30 m nutes
| ate) and distinguish themfrom opinions (Pvt Jones doesn't care
about doing a good job).

[3] Listen for changes in tone of voice, rate of
speech, and volune. This may indicate that the junior is unsure
about sonething or may not want to cone forth with sonme
informati on. Watch for non-verbal cues (avoiding eye contact,
sl unping, clenched fists). Renenber, active listening is not
only hearing what is said, but it is also interpreting the
meani ng of what is said.

(5) Feedback. The next counseling technique is giving
f eedback. Feedback is basically letting soneone know how t hey
are doing. Unless it is a directive session, you should use nore
positive that negative reinforcenment. Focus on specific actions
and events and not personal issues. Relate the feedback to the
set targets and the unit's targets. |If the person is silent, use
probi ng questions to get responses. Allow the junior to vent
enotions, but avoid argunents. Feedback is nost effective if:

(a) It deals with things that can be changed.

(b) I't istimely (If Sgt Wite doesn't have his hair
cut on Monday, it is ineffective feedback if you don't speak to
hi muntil Wdnesday).

(c) I't should be geared toward the individual's
needs, not yours. Sinply venting your anger acconplishes
nothing. You are not prepared to hear the junior's responses.

(6) Planning for inprovenment. The |ast counseling
technique is planning for inprovenent. The inportant things to
remenber here is that the plan is JO NTLY devel oped, and shoul d
have specific steps and a tinmetable. The plan then becones part
of the on-going counseling process to track progress and
pr obl ens.

5. Summary. Counseling your Marines. Setting aside specific
periods of time to discuss their future, and teaching your NCO s
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how to counsel their Marines is one of the best tools that a

| eader can use to develop trust and understanding in the unit.
In order to do that, you nust understand the material that we've
covered today--the different types of counseling, the frequency
wi th which counseling should occur, the parts of a forma
counsel i ng session, and counseling techniques. YQU are the one
who will either do it or ignore it. |If there is one reason that
many of us do not do it well, it is because we do not practice
it, and we think we are so busy that we do not schedule the tinme
for it.
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